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ATSC-TE-RD 

SUBJECT:  Establishing  an  Army  Chapel  Parish  Council 

1.  PROBLEM.   To  determine  whether  the  Fort  Emerson  Post  Chapel  should 
establish  a  Chapel  Parish  Council. 

2.  ASSUMPTIONS. 

a.  Chapel  laity  are  interested  in  having  a  more  active  part  in 
planning,  organizing,  and  conducting  the  chapel  ministry. 

b.  There  are  those  chapel  members  who  are  happy  to  have  the  chapel 
program  continue  without  a  parish  council. 

3.  FACTS  BEARING  ON  THE  PROBLEM. 

a.  The  chaplain  is  charged  with  the  primary  responsibilities  for 
the  total  operation  of  the  parish  program.  1 

b.  Having  a  functional  parish  council  requires  that  the  chaplain 
share  his  authority  with  the  council  to  formulate  plans  and  administer 
programs . 

c.  Experts  in  the  field  of  church  programs  and  community  agree 
that  the  parish  council  helps  to  give  "whole  life"  to  the  visible 
Church  and  its  ministry. 

d.  Post  personnel  who  might  otherwise  be  attending  the  Post  Chapel 
are  attending  local  civilian  churches  because  such  churches  provide 
greater  opportunity  for  lay  involvement. 

4.  DISCUSSION. 

a.  Advantages  in  establishing  a  parish  council. 

(1)  The  parish  council  gives  the  laity  opportunity  for  act- 
ive involvement  in  the  planning  and  ministering  of  the  chapel  program. 

(2)  The  parish  council  serves  to  unify  chapel  members  in 
spirit  and  purpose. 

(3)  The  parish  council  relieves  the  chaplain  of  tasks  of 
planning  and  organizing  that  occupy  time  that  he  could  otherwise  use 
for  other  pastoral  responsibilities. 

(4)  The  parish  council  coordinates  all  the  chapel  organiza- 
tions and  programs;  and  channels  their  efforts  toward  a  common  goal. 
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b.  Disadvantages  in  establishing  a  parish  council. 

(1)  Succeeding  chaplains  may  be  threatened  by  having  to  share 
their  authority  with  members  of  the  parish  council. 

(2)  The  constant  turnover  of  chapel  members  does  not  lend  it- 
self in  establishing  a  coherent  group  that  is  needed  in  organizing  a 
functional  parish  council. 

(3)  Incompetent  leadership  in  the  council  will  render  it  "just 
another  commit-cee"  that  would  serve  no  useful  purpose. 

c.  For  details  see  Annexes  A  &  B  (Summary  of  comments). 

5.  CONCLUSION.   Organizing  the  parish  council  properly  and  establish- 
ing it  with  competent,  committed  people  would  assist  in  promoting  and 
developing  a  chapel  parish  program  that  would  better  meet  the  spiritual 
needs  of  all  the  Fort  Emerson  Post  Chapel  members. 

6.  ACTION  RECOMMENDED.   That  the  establishment  of  the  Fort  Emerson 
Post  Chapel  Parish  Council  be  approved. 


GAYJflRD  T.  GUNHUS 
Chaolain  (MAJ),  USA 
STU  DET,  C-22-76 


ANNEXES:   A~Discussion 
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ANNEX  A 
TO 
STAFF  STUDY  (ESTABLISHING  AN  ARMY  CHAPEL  PARISH  COUNCIL) 

THE  PARISH  COUNCIL 

An  effective  military  chapel  program  is  the     goal  of  every 
chaplain  assigned  the  responsibility  of  a  chapel  or  parish  ministrv. 
Chaplains  have  experienced  various  degrees  of  success,  depending  upon 
their  own  abilities  as  a  clergyman  and  also,  the  degree  of  involvement 
of  the  laity  in  the  chapel  program. 

It  is  my  contention  that  the  military  chapel  is  generally  lacking 
in  the  area  of  lay  participation.   Of  course,  there  is  always  the 
Sunday  School  teacher,  the  choir  member,  the  men's  and  women's  chapel 
organization  officer,  the  lay  reader,  the  usher,  and  Sunday  morning 
Scripture  reader,  but  none  of  these  are  active  in  the  development  of 
the  total  parish  program.   In  most  cases,  the  planning,  programming, 
and  organizing  is  done  solely  by  the  chaplain  and  maybe  a  few  faith- 
ful volunteers  who  are  always  helping. 

There  are  a  number  of  excuses  made  for  the  lack  of  an  organized 
parish  council;  the  chapel  membership  is  always  in  a  state  of  flux, 
the  military  organization  which  extends  into  the  chapel  activities 
does  not  lend  itself  to  a  democratic  organization,  "Why  organize  a 
chapel  parish  council  if  the  next  chaplain  would  not  want  one,"  "As 
the  pastor 'of  this  chapel,  I  am  responsible  for  its  programs,  not 
the  laity.  They  have  their  jobs,  I  have  mine." 

Whatever  the  reason  for  the  excuse,  I  believe  that  the  chapel  par- 
ish council  is  an  important  part  of  the  chapel  and  the  ministry  of 
the  chapel.   It  is  said  that  the  church  is  the  laity.  The  laity  should 
accustom  themselves  to  working  in  the  chapel  in  close  union  with  the 
chaplain,  bringing  to  the  chapel  their  own  problems  and  questions  con- 
cerning spiritual,  social,  and  community  needs.   "As  far  as  possible, 
the  laity  ought  to  collaborate  energetically  in  every  apostolic  and 
missionary  undertaking  sponsored  by  their  local  parish." 

It  should  be  understood  that  the  chapel  is  the  military  counter- 
part to  the  local  civilian  church.   I  concede  that  it  is  not  organi- 
zed like  the  local  civilian  parish  as  prescribed  in  the  New  Testament, 
nor  is  it  financed  or  governed  as  the  civilian  parish.  However,  chapel 
members  are  members  of  the  body  of  Christ,  the  Church,  as  are  the  mem- 
bers of  civilian  congregations.   Therefore,  I  believe  that  the  chapel 
laity  should  have  an  active  part  in  the  development,  planning,  organiz- 
ing, and  carrying  out  of  the  chapel  ministry. 

Reverend  Paul  J.  Hallinan  stated  that  the  definition  of  the  church 
as  an  "open  circle  is  what  God  wants  the  church  to  be.   In  a  world 
grown  used  to  self-reliance,  dialogue,  involvement,  and  the  democratic 
way  of  life  the  pyramid  just  will  not  do.   The  'open  circle'  is  scrip- 
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ANNEX  A 
(Continued) 

turally  authentic  and  historically  appropriate."  The  complex  and  var- 
ied needs  of  the  chapel  congregation  can  not  be  completely  comprehend- 
ed, and  dealt  with  solely  by  the  chaplain.  He  needs  help  and  the  great 
resource  of  help  sits  passively  before  him  every  Sunday. 

The  most  readily  accepted  definition  of  the  parish  council  enables 
the  layman  to  participate  in  the  administration  and  goals  of  his  parish. 
It  recognizes  the  growing  trend  in  our  society  for  the  involvement  of 
people  in  organizations  that  affect  .them.   It  doesn't  say  enough,  how- 
ever, about  the  Gospel  concept  of  the  Christian  community. 

The  parish  council  is  a  structured  means  by  which  chaplains  and 
laity  can  participate  as  equals  not  only  in  the  administration  of  the 
chapel  parish,  but  also  in  the  spiritual  ministry  of  the  chapel. 

The  parish  council  is  a  strong  skeleton  for  the  body  of  the  lit- 
urgical community.   It  helps  to  give  form,  efficiency,  and  outline  to 
a  group  of  people  who  through  their  corporate  worship  and  witness  make 
the  Church  visible  locally. 

If  the  parish  council  is  not  a  part  of  the  chapel  program  the 
laity  is  not  being  provided  complete  opportunity  for  involvement. 
The  laity  cannot  fully  realize  the  definition  of  the  Christian  commun- 
ity or  church.   Perhaps  one  of  the  reasons  so  many  of  the  men  and  their 
families  become  involved  with  the  local  civilian  parishes,  rather  than 
the  on-post  chapels,  is  that  many  of  our  chapels  do  not  provide  the 
opportunity  for  lay  involvement.   If  our  chapels  provided  the  laity 
more  opportunity  to  participate  as  equals  with  the  chaplains  in  the 
administration  of  the  spiritual  ministry,  the  Gospel  concept  of  the 
Christian  community  would  be  more  readily  realized.   This  is  not  to 
say  that  chapels  are  not  the  "Church  visible"  but  a  parish  council 
and  its  efforts  would  help  the  laity  to  experience  more  of  the  sense  of 
"belonging"  and  having  an  active  part  in  its  ministry  rather  than  just 
"attending"  a  place  of  worship. 

Let  us  look  at  the  organization  of  such  a  council.   At  Figure  1, 
the  open  circle  diagrams  a  possible  way  a  parish  council  could  func- 
tion.  It  functions  in  the  spirit  of  the  Gospel.   Christ,  the  parish 
council  and  the  chaplain  are  central.   The  council,  through  organiza- 
tion representatives,  provides  an  authority  of  service,  in  the  same 
way  that  the  chaplain  does.   The  configuration  brings  a  unity  to  the 
local  chapel.   It  brings  together  what  might  otherwise  be  fragmented 
organization.   These  organizations  are  drawn  together  to  provide  a 
"whole"  ministry  in,  through,  and  from  the  local  chapel.   The  council 
provides  a  means  whereby  each  different  aspect  of  the  chapel  ministry 
is  able  to  work  towards  a  total  effort.   All  chapels  may  not  have  the 
same  organization,  but  those  that  are  represented  have  their  own  auton- 
omy.  In  addition,  they  have  lines  of  service  and  communication  among 
each  other.   This  is  depicted  by  the  open  circle. 
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FIGURE  1. 


The  details  of  the  council  are  not  given  because  each  council  would 
develop  its  own  particulars.   But  in  every  case  the  council  serves  to 
enable  various  committees,  organizations, and  members  of  the  local  chap- 
el to  share  their  varied  gifts  and  ministries  of  service. 

If  a  council  is  formed, it  is  necessary  to  establish  clear  guide- 
lines as  to  its  purpose  and  function.   Is  it  to  be  an  advisory  or  de- 
cision making  council?  To  flatly  call  the  parish  council  "decision 
making"  suggests  to  many  people  an  ignorance  of  the  responsibilities 
of  the  chaplain  and  his  leadership  role  as  a  pastor.   From  the  word 
"advisory"  others  infer  that  the  laity  have  no  real  voice  in  matters 
that  intimately  concern  them  or  that  that  voice  can  be  arbitrarily  ig- 
nored. 

Those  who  have  had  the  experience  of  successful  parish  councils 
indicate  that  the  members  form  a  consensus  group  which  respects  the 
legitimate  interests  and  roles  of  all  concerned.   The  question  is  how 
do  you  arrive  at  this  happy  state  of  affairs  in  which  there  is  no  need 
for  recourse  to  vetoes  or  appeals? 

It  might  be  suggested  here  that  opening  the  council  meeting  in  a 
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ANNEX  A 
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prayful  climate  would  be  the  first  step  towards  achieving  this.   Just 
as  the  gathering  around  the  communion  table  suggests  community  unity, 
so  the  gathering  around  discussion  tables  should  have  a  special  qual- 
ity of  communion  as  well.   In  the  spirit  of  unity  the  council  members 
gather  together  for  the  cordon  purpose  of  developing  the  best  possible 
means  of  sharing  the  Gospel"  to  the  community.   The  council  will  seek 
to  discover  the  needs,  plan  the  responses  to  those  needs,  and  utilize 
all  the  resources  and  talents  available  to  meet  those  needs.  Dec- 
isions are  made,  andprograms  are  organized  and  coordinated  by  mutual 
consent.   This  calls  for  something  more  than  merely  advice  giving  or 
deciding  by  vote  for  or  against  someones  proposal.   Such  decisions 
require  us  to  listen  to  all  and  to  accept  our  leadership  responsibili- 
ty, acting  for  the  good  of  all. 

Differences  of  opinion  are  not  an  obstacle  to  getting  consensus, 
they  are  frequently  a  necessary  aid  for  they  prevent  snap  decisions  or 
easy,  useless  compromises.   Participants  in  this  process  thus  demon- 
strate a  sense  of  responsibility  for  the  decision  and  see  to  it  that  all 
assumptions  get  tested.   Often  the  consensus  decisions  we  have  worked 
very  hard  to  obtain,  generate  the  strongest  and  clearest  commitments. 
There  are  some  fascinating  studies  and  games  used  in  training  business 
decision-makers  in  obtaining  consensus.   Several  of  these  show  that 
groups  that  reach  consensus  decisions  arrive  at  better  solutions  than 
would  the  individuals  alone  or  the  group  using  less  involving  pro- 
cedures such  as  voting. 

It  is  important  that  the  statement  for  discussion  should  be  form- 
ulated for  rational  dialog,  not  argumentation.  Avoid  placing  blame  or 
implying  a  particular  conclusion.   For  example:   Instead  of  saying, 
"Why  can't  the  Sunday  School  teachers  stay  after  their  classes  to  clean 
up  the  mess  they  leave  in  the  rooms?"  —  say,   "How  can  we  maintain  the 
classrooms  in  a  more  usable  condition?"  Once  we  have  a  reasonable 
statement  for  discussion,  consensus  decision-making  requires  that  we 
listen  to  all  and  encourage  quieter  members  to  be  heard,  that  we  ex- 
plore assumptions  before  checking  for  consensus,  aid  others  in  avoid- 
ing competitive  situations  and  not  take  up  a  win-lose  stance.   Lastly, 
we  avoid  voting  on  important  matters.   Rather,  we  check  for  agreement 
and  identify  areas  of  agreement  and  reservations. 

When  a  consensus  is  reached  each  and  every  member  of  the  group  is 
satisfied  and  can  say:  "I  can  accept  the  decision  of  the  group  even 
though  I  may  have  some  reservations.  We  have  considered  all  pertinent, 
presently  available  information." 

The  following  guidelines  v/ere  used  in  the  establishing  and  function- 
ing of  the  Protestant  program  for  the  U.S.  Army  Safeguard  Command  Chapel, 
Nekoma,  ND: 
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ANNEX  A 
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I  PURPOSE 

The  purpose  of  the  chapel  parish  council  is  to  promote  the  spir- 
itual and  temporal  good  of  the  chapel  parish:  to  create  unity  within 
the  parish,  to  open  a  better  means  of  dialogue  between  the  chaplain 
and  the  laity  of  the  parish.   To  examine,  review,  and  coordinate  the 
efforts  of  existing  organizations,  to  utilize  the  talent,  knowledge, 
experience,  and  vision  of  all  parishioners,  and  to  serve  the  needs  of 
the  Church. 

II   AREA  OF  COMPETENCE 

1.  The  chaplain  is  charged  with  the  primary  responsibilities  for  the 
total  operation  of  the  chapel  program.   In  the  actual  exercise  of  his 
authority  he  may  share  this  authority  with  the  parish  council  in  order 
to  formulate  plans  more  effectively  and  to  implement  administrative 
policies  that  are  apropos  to  the  local  situations  and  persons. 

2.  It  is  not  the  intent  of  the  parish  council  to  replace  any  exist- 
ing functioning  organizations,  but  rather  to  coordinate  and  give  im- 
petus to  these  groups  and  their  efforts  through  committee  work. 

3.  The  general  area  of  competence  of  these  committees  would  there- 
fore be  but  not  limited  to  the  following: 

a.  Worship  Committee 

b.  Social  Committee 

c.  Education  Committee 

d.  Youth  Committee 

e.  MOG  Committee 

f.  VJOC  Committee 

g.  Family  Life  Committee 

h.   Finance  Committee  (Fund  Council) 

III  MEANS  OF  SELECTING  COUNCIL  MEMBERS 

1.  In  selecting  council  members,  the  following  attributes  are  point- 
ed out: 

a.  Be  zealous  and  willing  to  give  generously  of  time  and  abilit- 

ies  • 

b.  Be  alert  to  the  spiritual  and  material  needs  of  those  repre- 
sented. 

c.  Be  mindful  that  the  interest  or  concern  is  for  the  parish  and 

the  entire  Church. 

2.  The  various  methods  of  selection  of  council  members  are: 
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ANNEX  A 
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a.  Election  of  members  from  at  large  and  assigning  areas  of 
responsibility. 

b.  Selection  of  representatives  from  already  existing  parish 
organizations  whose  responsibility  for  certain  aspects  of  parish  life 
has  been  established. 

c.  A  combination  of  a  and  b. 

IV  ARITCLES  OF  ORGANIZATION 

I.  Name  and  Purpose 

As  an  expression  of  the  responsibility  that  Christians  share  in  the 
mission  of  the  chapel,  as  the  People  of  God,  and  in  order  to  foster 
brotherliness  in  honest  dialogue,  which  is  a  sign  of  our  common  effort 
in  this  mission,  the  following  Articles  of  Organization  are  hereby  est- 
blished  for  the: 

Chapel  Parish  Council 
of 


(Name  and  Location)  (Date) 


II.   Competence 


The  council  shall  function  under  the  concept  of  shared  respon- 
sibility with  the  chaplain  in  matters  pertaining  to  the  spiritual, 
financial,  and  educational  affairs  of  the  parish  and  its  operation 
and  management.   The  chaplain  maintains  veto  power  with  the  expect- 
ation that  it  is  used  only  in  rare  circumstances. 

III.  Membership 

The  council  shall  be  made  up  of members,  elected  from  the 

chapel  members  at  large  and  representation  from  each  of  the  following 
existing  organization; , , , 


with  the  chaplain  as  advisor  and  ex-officio  member. 

IV.   Election  of  Members 

The  election  will  be  by  ballot  from  nominations,  by  the  entire 
body  of  chapel  members.   Nominations  shall  be  twice  the  number  to  be 
elected.   Election  will  be  by  plurality  of  those  nominees  that  have 
accepted  nomination. 

Parish  organizations  will  select  their  own  representatives. 
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V .   Tenure 


The  term  of  office  of  elected  members  shall  be  two  years.  Mem- 
bership will  be  limited  to  two  consecutive  terms. 

Vacancies  will  be  filled  by  vote  of  the  remaining  council  members 
at  any  regular  or  special  meeting  to  complete  the  term  of  the  vacancy 
of  elected  members. 

Elections  will  be  held  annually . 

VI.   Officers 

The  officers  of  the  council  shall  be:   Chairman,  Vice-chairman 
and  Secretary,  elected  at  the  annual  meetings. 

VII.  Meetings 

The  monthly  meeting  will  be  held  on  the .   Other 

meeting  dates  will  be  determined  by  the  council  as  needed. 

All  meetings  will  be  open  to  members  of  the  parish  and  represent- 
atives from  parish  organizations. 

VIII.  Agenda  of  Meetings 

The  officers  with  the  assistance  of  the  chaplain  will  prepare  the 
agenda  for  the  meetings  from  information  at  hand  and  items  furnished 
by  the  various  parish  committees. 

IX .  Amendments 

These  Aritcles  of  Organization  may  be  amended,  repealed  or  revised 
by  motion  adopted  by  a  majority  at  any  annual  or  special  meeting. 
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